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CHAPTER  ONE 


INTRODUCTION  TO  THE  PROPOSED  MARYLAND  HUMAN  SERVICES 

PLANNING  SYSTEM 


Background  and  Purpose 

The  design  of  a  proposed  State  of  Maryland  Human  Services 
Planning  System  is  presented  in  this  report.   This  report 
attempts  to  synthesize  the  results  of  prior  reports  and 
working  papers  into  one  document  for  purposes  of  an  explicit 
definition  of  a  human  services  planning  system  design.   The 
planning  system  design  has  been  undertaken  as  a  responsibil- 
ity of  the  Maryland  Department  of  State  Planning. 

Preparation  of  the  Human  Services  Plan,  in  conjunction  with 
the  state  land  use  plan,  comprises  a  major  element  of  the 
State  Development  Plan.   The  anticipated  State  Human  Services 
Plan  should  be  viewed  as  a  dynamic  document  requiring  period- 
ic updating.  Tentatively,  formal  review,  revision  and  updat- 
ing of  the  Plan  will  be  performed  in  conjunction  with  the 
annual  budget  cycle.   Major  revisions  to  the  Plan  are  ex- 
pected to  occur  once  every  five  years. 

The  Department  of  State  Planning  has  been  assigned  lead  re- 
sponsibility for  preparing  Maryland's  Human  Services  Plan  in 
response  to  the  legislative  mandate  contained  in  Chapter  155, 
Maryland  Acts  of  1969,  as  amended.    Under  state  enabling 
legislation  the  Department  is  charged  with  the  responsibility 
to: 

"function  as  the  Governor's  Staff  agency  in  planning 
matters,  and  to  prepare,  recommend,  and  keep  up  to 
date  a  balanced,  integrated  program  for  the  develop- 
ment and  effective  employment  of  the  natural  and 
other  resources  of  the  State,  in  order  to  promote 
the  health,  safety,  and  general  welfare  of  its 
citizens . " 

The  proposed  planning  system,  as  presented  in  this  report, 
builds  upon  this  legislative  mandate.   Proposed  is  a  planning 
organizational  structure  in  which  the  Department  of  State 
Planning  coordinates  with  the  operating  line  departments 
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the  preparation  of  policy  and  program  recommendations  for  the 
Governor  and  the  Maryland  General  Assembly. 

Efforts  to  structure  the  planning  system  began  in  January, 
1974.   This  report  summarizes  the  activities  of  the  six  month 
period  ending  in  June.   This  work  was  guided  by  a  study  de- 
sign completed  in  August,  1973. 

The  anticipated  date  for  completion  of  the  initial  plan  docu- 
ment was  July,  1975.   This  anticipated  date  remains  with  an 
additional  six  months  allocated  to  the  initial  planning  pro- 
gram for  purposes  of  preparing  suggested  enabling  legislation 
and  review  or  amendment  of  the  plan  by  all  concerned  state 
agencies. 

The  proposed  human  services  planning  system  and  an  organiza- 
tional structure  for  implementation  and  administration  of  the 
system  is  presented  in  this  report  in  five  chapters .   Chapters 
of  the  report  are: 

-  Introduction  to  the  Proposed  Maryland  Human  Services 
Planning  System 

-  State  Activity  in  the  Field  of  Human  Services 

-  Goals  and  Objectives  for  Maryland  Human  Services 
Planning 

-  The  Proposed  Human  Services  Planning  System 

-  Organization,  Administration  and  Implementation  of 
the  Proposed  Planning  System 

A  basic  feature  of  the  proposed  human  services  planning  sys- 
tem is  the  adoption  of  a  standardized  plan  framework. 
Through  this  framework  all  information  and  analysis  will  be 
classified,  organized  and  presented.   The  plan  framework  is 
presented  in  chart  form  on  page  3 . 

The  planning  system  is  based  upon  the  following  components: 

1.  Planning  Activities 

2.  Planning  Elements 
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3.  Planning  Work  Tasks 

4.  Activity  sector  and  target  population  group  classi- 
fication framework  and  an  array  of  social  indicators 
to  measure  progress  towards  goals  and  objectives; 
and 

5.  Conditions  and  Trends  Analyses. 

These  components  are  introduced  in  this  chapter. 

Planning  Activities 

Planning  Activities  of  the  system  will  be  carried  out  by 
the  operating  departments  that  deliver  human  services  in 
coordination  with  the  Department  of  State  Planning.   They 
are : 

Inventory  and  Classification:   The  activity  of  the 
planning  process  involving  the  collection  and  classifi- 
cation of  information. 


Analysis:   The  activity  of  the  planning  process  which 
covers  the  analysis  of  the  information  collected  in  the 
inventory  and  classification  phase  of  the  planning  pro- 
cess for  each  of  the  four  planning  elements,  including 
identification  and  description  of  conditions  and  trends, 
problem  identification,  statement  of  goals  and  objectives, 
unit  costs  and  cost  trends  analysis,  identification  of 
program  evaluation  service  gaps,  correlation  of  variables, 
program  linkages,  and  impact  analysis. 

Assessment  of  Alternative  Human  Services  Strategies:   The 
activity  of  the  planning  process  treating  the  development 
and  assessment  of  the  practical  alternatives  available  to 
the  State  of  Maryland  in  each  of  the  four  planning  ele- 
ments for  each  human  service  activity  sector  and  for  each 
target  population,  including  the  forecasting  of  alterna- 
tive future  services,  the  identification  of  key  program 
variables,  the  restatement  of  goals  and  objectives,  the 
costing  of  alternative  programs  and  the  assessment  of  the 
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impact  of  alternative  development  strategies  and  program 
approaches  in  the  future  of  human  services  in  the  state. 

Recommendations :   The  phase  of  the  planning  process  which 
(a)  synthesizes  the  results  of  the  first  three  phases 
into  long  and  short  range  plans  and  programs,  (b)  provides 
recommendations  for  actions  by  state  and  local  officials 
as  well  as  by  the  private  sector,  (c)  furnishes  the  link- 
age to  other  state  plans  (land  use,  economic  development, 
etc.),  (d)  development  of  necessary  legislation,  and  (e) 
the  recommendations  for  resources  allocation. 


Planning  Elements 

There  are  four  Planning  Elements  in  which  the  activities 
take  place.  They  are: 

Human  Services  Requirements:   Those  human  services  needs 
and  gaps  in  the  State  of  Maryland  in  each  activity  sector 
and  for  each  target  group. 

Human  Services  Programs :   The  present  or  future  programs 
in  the  areas  of  services  delivery  or  income  maintenance, 
administered  by  one  or  more  public  and/or  private  agen- 
cies, institutions,  firms  or  individuals  in  each  activity 
sector  and  subsector  and  for  each  target  population. 

Human  Services  Goals  and  Objectives:   The  planning  element 
which  expresses  what  the  state  wishes  to  accomplish  in 
each  activity  sector  and  subsector  and  for  each  target 
population,  and  in  such  a  manner  that  performance  and 
progress  can  be  tracked  over  time.   The  goals  and  objec- 
tives may  be  stated  in  legislation,  administrative  guide- 
lines or  developed  by  the  human  services  planning  process 

Resource  Allocation:   The  planning  element  which  describes 
the  services   available  and  recommends  their  allocation 
by  activity  sector  and  target  population. 

In  summary,  the  four  plan  elements  are  determination  of  need, 
the  description  of  programs  to  meet  that  need,  the  articula- 
tion of  stated  goals  and  objectives  and  the  identification 
and  allocation  of  resources.   These  planning  elements  yield 
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planning  work  products  and  are  the  responsibility  of  the 
Department  of  State  Planning  and  the  operating  departments 
of  the  state. 


Work  Tasks 

The  Work  Tasks  of  the  planning  system  represent  groups  of 
related  work  activities  to  be  accomplished  and  lead  to  speci- 
fic work  products  required  for  each  of  the  four  Planning 
Activities  and  four  Planning  Elements. 

A  Work  Task  may  cover  all  or  a  number  of  activity  sectors 
and  subsectors  and  target  groups.   An  example  of  a  major 
Work  Task  across  all  activity  sectors  is  the  selection  of  an 
array  of  social  indicators.   A  Work  Task  in  one  activity 
sector  and  one  target  population  group  would  be  a  conditions 
and  trend  report  on  health  care  for  the  elderly. 


Activity  Sectors,  Subsectors  and  Target  Populations 

For  the  purpose  of  the  proposed  Maryland  Human  Services 
planning  process,  the  term  activity  sector  includes  all 
human  services   programs,  events  or  activities  which  relate 
to  a  given  functional  area.   The  activity  sector  classifica- 
tions established  for  this  human  services  planning  effort 
are: 

1.  Preservation  and  Improvement  of  Health 

2 .  Promotion  of  Public  Safety  and  Order 

3.  Economic  Well  Being 

4 .  Educational  Development 

5.  Adequate  Housing  and  Development  Environment 

6 .  Meeting  Human  Transportation  Needs 

7.  Expanding  Recreational  Opportunities 
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8 .  Human  Environment  Interaction 

9.  Development  of  Social  Potential 
10.   Other 


Each  activity  sector  is  further  divided  into  a  number  of 
subsectors.   These  are  presented  in  Chart  II  following. 
The  target  population  groups  are  the  specific  life-cycle 
(age  group) ,  or  especially  vulnerable  groups  such  as  the 
disabled,  disadvantaged  minority  groups,  migrants,  females 
or  veterans  for  which  priority  attention  is  required  in  one 
or  more  sectors  or  subsectors. 


Social  Indicators 

Social  indicators  are  statistical  indices  meaning  the  state 
of  individuals  and  groups  of  persons  in  terms  of  economic 
well-being,  self-sufficiency,  or  educational  attainment. 
Social  indicators  proposed  for  the  planning  process  include 
input  indicators,     coverage  indicators,  and  output  indi- 
cators . 

Input  Indicators;   Input  indicators  measure  the  unit 
amounts  of  land,  labor,  and  capital  (including  services) 
applied  in  each  activity  or  subsector  or  for  given  tar- 
get population  groups  in  these  activity  sectors. 

Example:   Per  pupil  cost  of  public  education; 

teacher  ratio;  AFDC  welfare  payment  for 
a  family. 

Coverage  Indicators:   Coverage  indicators  provide  a  com- 
parison between  the  number  of  clients  or  individuals 
being  reached  by  a  program  or  programs  with  the  need  for 
the  services. 

Examples:  (1)   Percentage  of  all  developmentally 
disabled  children  being  provided  care 
by  the  state  developmental  disabilities 
program; 
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CHART  II 

Activity  Sectors 

Subsector 

Classification 


Activity  Sector 

01  Preservation  and  Inprovement  of  Health 
Subsectors 

01  Promotion  of  Health 

02  Health  Care  Systems  Development 

03  Provision  of  Health  Services 

04  Support  Services 

05  Regulation 
09  Others 

Activity  Sector 

02  Promotion  of  Fublic  Safety  and  Justice 

Subsectors 

01  Public  Safety 

02  Crime  Incidence  and  its  Prevention 

03  Crime  Control 

04  The  Adjucatory  System 

05  Institutional  Rehabilitation 

06  Alternatives  to  Corrections 

07  Decriminalization 

08  Civil  Legal  Services 

09  Others 

Activity  Sector 

03  Economic  Well  Being 
Subsectors 


01 
02 


03 
04 


05 
09 


Economic  Growth 

Expanding  Employment  Opportunities  and 

Earning  Levels 
Income  Maintenance 
Employee  Benefits,  Protection  and  Labor 

Relations 
Consumer  Affairs 
Others 


Activity  Sector 

04    Educational  Development 
Subsectors 


Activity  Sector 

05  Adequate  Housing  and  Community  Environment 
Subsectors 

01  Community  and  Neighborhood  Improvement 

02  Housing  Needs  of  Special  Groups 

03  Development  of  New  or  Expanding  Communities 

04  Safe  and  Sanitary  Housing 
09  Others 

Activity  Sector 

06  Meeting  Human  Transportation  Needs 
Subsectors 

01  Urban  Transportation 

02  Rural  Transportation 

03  Specialized  Services 
09  Others 

Activity  Sector 

07  Expanding  Recreational  Opportunities 
Subsectors 

01  Community  Recreation 

0  2  Land  and  Water  Recreation 
03  Recreation  Needs  of  Specialized  Groups 
09  Others 

Activity  Sector 

08  Human  and  Environmental  Iteraction 
Subsectors 

01  Energy  Resources  and  Use 
0  2    Use  of  Land  and  Water  Resources 
09    Others 

Activity  Sector 

09  Development  of  Social  Potential 
Subsectors 


01  Development  of  Basic  Skills 

02  Opportunity  to  Acquire  Academic  and 

Professional  Skills 

03  Development  of  Vocational/Technical  Skills 

04  Cultural  Enrichment 

05  Utilization  of  Communications  Technology 

06  General  Administration,  Planning  and  Research 
09  Others 


01  Personal  Interaction  Services 

02  Facilitative  Services 

03  Care  Services 

04  Functional  Services 

05  Administration 
0  9  Others 
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(2)   Percentage  of  all  eligible  handicapped 
persons  (low  income)  receiving  benefits 
from  the  Social  Security  Administration. 


Output  Indicators:   Output  indicators  measure  the  quality 
of  the  product  in  each  activity  sector  or  subsector  or 
for  given  target  populations  in  these  activity  sectors. 
Output  indicators  may  measure  the  specific  effects  of 
(a)  a  given  program  of  one  or  more  public  agencies  or 
private  groups,  (b)  a  group  of  programs,  or  (c)  all  of 
the  activities  in  the  state  whether  or  not  they  are  pro- 
gram related. 

Examples:   (a)  High  school  dropout  rate  indicators; 

(b)  Infant  mortality  rate  indicators, 
total  and  non-white; 

(c)  Indicators  of  per  capita  income  and 
poverty  level  and  income  distribution. 


Conditions  and  Trends  Reports 

The  term  "conditions"  in  the  planning  process  is  arbitrarily 
used  to  describe  events  at  one  point  in  time  for  any  or  all 
activity  sectors  or  subsectors  or  for  any  or  all  target 
populations.   The  term  may  be  applied  to  needs  at  any  given 
time,  programs,  goals  and  objectives,  or  available  services 
and  their  utilization.   The  term  "trend"  as  used  in  the  pro- 
posed human  services  planning  process  identifies  the  rates 
of  change  that  are  occurring  over  time  or  that  could  occur 
in  the  future  given  alternative  assumptions  or  events.   Both 
conditions  and  trends  are  required  to  describe  what  is  hap- 
pening for  each  activity  sector  and  target  population  group. 
The  conditions  and  trends  report  is  the  major  presentation 
of  the  Analysis  Planning  Activity. 
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CHAPTER  TWO 


STATE  ACTIVITY  IN  THE  FIELD  OF  HUMAN  SERVICES 


As  with  most  states,  Maryland  has  a  number  of  departments 
and  agencies  responsible  for  human  service  provision,  an 
investment  strategy  in  the  field  of  human  services,  or  a 
planning  role.   These  responsibilities  range  from  a  second- 
ary aspect  of  agency  missions  such  as  the  relocation  program 
of  the  Department  of  Transportation  to  the  primary  mission 
of  health  care  and  preservation  of  the  Department  of  Health 
and  Mental  Hygiene.   Some  agencies  of  the  state  are  primar- 
ily planning  and  coordinating  units  such  as  the  Commission 
on  Law  Enforcement  and  the  Administration  of  Justice  re- 
sponsibile  for  assisting  departments  and  local  governments 
of  the  state  to  perform  in  a  more  effective  manner. 

Each  agency  and  department  concerned  with  human  services 
undertakes  a  planning  program  to  some  extent  to  guide  its 
operations  or  to  evaluate  agency  policies.   The  design  and 
structuring  of  a  State  of  Maryland  Human  Services  Planning 
Process  must  build  upon  the  existing  planning  capability 
and  capacity  of  state  departments  and  agencies . 

Agency  interviews  provided  considerable  information  on  state 
human  services  issues.   The  results  of  the  interviews  re- 
lated to  activity  sectors  and  target  populations  are  formu- 
lated and  presented  in  the  standardized  plan  framework  in 
Technical  Appendix  A  -  "State  Agency  Human  Services  Activity 
Sector  Issues  Identification."  Most  of  the  summaries  are 
synthesized  and  presented  in  this  chapter.   They  should  be 
viewed  as  a  still  preliminary  attempt  to  focus  on  issues 
based  on  one  source  of  information  (i.e.,  interviews)  and 
should  serve  as  a  foundation  for  future  discussion. 


Classification  of  Selected  State  Agency  Missions 
and  Relationships  to  Human  Services  Planning 

Activities  of  state  governments  can  generally  be  classified 
as  being  oriented  towards  the  conservation  and  development 
of  the  state's  physical  resources,  the  development  of  the 
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state's  economic  system,  and  the  development  of  the  state's 
human  services.   All  spheres  of  activity  are  mutually  related 
and  state  government  policies  directed  towards  one  class  of 
activities  have  supplementary  impacts  upon  all  others. 

Agencies  may  have  primary  responsibilities  for  only  one  as- 
pect of  human  services  but  have  the  opportunity  in  associa- 
tion with  another  agency  to  increase  the  effectiveness  of  the 
existing  state  human  services  programs.   As  an  example,  the 
Division  of  Correctional  Services  is  responsible  for  the  re- 
habilitation of  criminal  offenders.   In  association  with  the 
Department  of  Employment  and  Social  Services,  a  family 
counseling  and  job  training  program  for  inmates  are  jointly 
designated  and  operated  to  reduce  the  recidivism  rate. 

Selected  Maryland  state  agencies  have  been  examined  to  deter- 
mine their  relationship  to  state  responsbilities  in  human 
services  and  subsequently  classified  on  the  basis  of  the 
Human  Services  Plan  framework.   The  results  of  this  examina- 
tion are  summarized  in  Chart  III.  The  survey  is  not  intended 
to  be  comprehensive.   The  agencies  classified  were  chosen  on 
an  arbitrary  basis  to  illustrate  the  range  of  services  and 
organizations  that  must  be  dealt  with  in  the  human  services 
planning  and  coordination  project. 


Human  Services  Planning  and  Operations  Issues 

Agency  interviews  conducted  by  Department  of  State  Planning 
revealed  a  full  array  of  problems  and  issues  related  to 
agency  operations  and  planning  programs .   Perhaps  the  first 
and  most  crucial  issue  is  the  consensus  on  the  need  for  in- 
stitution of  an  integrated  state  human  services  planning 
process  and  system.   Virtually  no  interagency  planning  by 
human  services  activity  sector  or  target  population  has 
existed  in  the  past,  except  for  a  very  small  number  of  local 
programs  and  joint  program  efforts.   All  agencies  inter- 
viewed recognized  the  need  for  the  general  type  of  coordina- 
ted human  services  planning  process  which  is  outlined  in 
this  report.   Several  agencies  immediately  recognized  the 
potential  for  mutual  benefits  from  the  process. 

It  was  expected  that  there  would  be  major  emphasis  upon 
administrative  issues  such  as  budget  inadequacies  and  staff 
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CHART    III 
State   Activity    in    the   Field   of   rnm.tn    Pprvircfl 
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training  and  skills.   In  the  field  of  human  services,  these 
issues  are  particularly  important  because  most  public  pro- 
grams are  oriented  towards  direct  staff  contact  with  clients 
and  direct  provision  of  services.   Few,  if  any,  human  ser- 
vices programs  involve  intensive  capital  construction  and 
investment.   Rather,  the  programs  are  characterized  by  ser- 
vices, direct  payments  to  clients,  and  significant  salary 
costs  for  professional  personnel. 

Additional  issues  outlined  in  the  departmental  interviews 
were: 

1.  There  is  widespread  recognition  of  the  need  for  merg- 
ing budgeting  and  planning  functions;  development  of 
impact  and  performance  measures  are  cited  as  necessary 
first  steps.   Interviews  demonstrated  the  awareness 
for  the  need  for  development  of  cost  effectiveness 
measures . 

2.  There  are  presently  no  human  services  evaluation  or 
widespread  program  evaluation  systems.   Several 
agencies,  particularly  the  Department  of  Employment 
and  Social  Services  and  the  Department  of  Health  and 
Mental  Hygiene,  are  attempting  to  move  in  this  direc- 
tion, with  limited  success  to  date.   It  is  agreed 
that  the  human  services  planning  process,  if  properly 
implemented,  should  aid  in  the  process.   Since  about 
two  thirds  of  state  and  local  governmental  resources 
are  directly  or  indirectly  expended  for  human  ser- 
vices, allocation  of  state  resources  between  activity 
sectors  among  target  populations  and  between  geographic 
areas,  is  important,  and  selected  evaluations  should 
aid  in  improving  the  effectiveness  of  state  funds. 

3.  Agency  planning  functions  presently  being  performed 
are  program  or  administratively  oriented,  with  little, 
if  any,  attention  to  functional  or  policy  planning. 
Much  emphasis  is  placed  on  administrative  issues  as 
the  major  issues  to  be  dealt  with,  rather  than  issues 
directly  related  to  effective  pursuit  of  service  pro- 
vision goals. 
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While  there  are  many  separate  systems  there  is  a  lack 
of  a  coordinated  data  collection  and  storage  system 
relevant  to   statewide  human  services  activities . 
Such  a  system  could  facilitate  data  use  by  specific 
departments,  for  interdepartmental  functions,  and  to 
make  data  available  to  agencies  other  than  the  collec- 
ting agency . 

Agencies  recognize  the  need  for  human  services  needs 
forecasting  on  a  short  and  long  range  term  basis,  but 
have  as  yet  to  address  forecasting  problems  on  a  large 
scale. 

Human  services  agency  goals  and  objectives  are  rarely 
stated  in  meaningful,  measurable  terms.   Indicators 
that  assist  in  developing  measurable  goals,  and  initi- 
ating program  impact  measurement  procedures ,  would  be 
welcomed  by  most  agencies. 

While  many  agencies  recognized  service  duplication  as 
a  minor  problem,  most  agencies  felt  that  their  major 
problem  was  service  gaps.   They  believed  that  they 
were  able  to  reach,  on  a  statewide  basis,  only  a  small 
portion  of  those  in  need.   The  most  frequent  complaint 
was  the  lack  of  funds. 


Surprisingly,  issues  or  problems  of  interagency  coordination 
were  not  frequently  mentioned.   In  some  instances,  inter- 
agency problems  were  revealed  but  in  terms  of  increasing  the 
administrative  simplicity  of  existing  joint  program  responsi- 
bility.  Other  cases  of  interagency  coordination  problems 
were  the  identification  of  the  need  to  secure  the  services 
of  one  department  from  another  for  purposes  of  increasing 
the  effectiveness  of  existing  programs  as  opposed  to  increas- 
ing efficiency . 

The  interviews  reveal  that  departments  and  agencies  of 
Maryland  state  government  feel  that  a  majority  of  all  issues 
identified  of  service  delivery,  administration  and  planning 
should  be  addressed  through  the  preparation  of  a  State  Human 
Services  Plan.   The  elements  of  the  plan  preparation  process 
felt  to  be  of  greatest  utility  were: 
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Program  service  information; 

Exchange  of  human  services  planning  information 
from  across  the  state  and  nation; 

Standardization  of  a  plan  preparation  mechanism 
so  that  agencies  may  prepare  plans  in  a  uniform 
manner; 

Documentation  of  human  services  need; 

Assistance  in  design  of  program  effectiveness 
measures ; 

Identification  of  fiscal  resources  outside  of 
state  government  not  presently  being  employed 
in  human  services  program  execution. 


Many  elements  of  a  human  services  plan  preparation  process 
are  being  instituted  individually  by  the  human  services 
departments  and  agencies  in  an  attempt  to  improve  operational 
planning  effectiveness  with  a  major  attempt  to  establish 
standards  and  norms  for  measuring  program  effectiveness.   The 
anticipated  end  product  of  these  changes  are  a  reordering  of 
agency  priorities  and  firm  policy  directions  for  program 
managers . 

The  Planning  Program  of  Human  Services  Agencies 

Most  Maryland  state  agencies  do  not  have  a  separate  and  dis- 
tinct office  within  their  administrative  structure  for  the 
purpose  of  executing  a  planning  and  evaluation  program. 
Where  changes  have  been  made  in  agency  structure  for  planning, 
the  administrative  unit  for  planning  has  evolved  as  a  staff 
function  to  the  department  secretary  or  administrator. 

In  addition,  the  State  of  Maryland  (as  many  other  states  in 
response  to  federal  program  requirements)  has  a  number  of 
specialized  coordinating  and  planning  units.   Examples  of 
such  units  are  the  Commission  on  Law  Enforcement  and  the 
Administration  of  Justice,  the  Maryland  Council  on  Higher 
Education,  and  the  State  Comprehensive  Health  Planning  Agency. 
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Examination  of  the  human  services  planning  program  of  state 
agencies  was  undertaken  through  agency  interviews .   The 
purpose  of  this  examination  was  to  identify  existing  planning 
capacity  and  activities  within  the  departments  on  which  the 
overall  state  human  services  planning  system  could  rely.   The 
interviews  found  almost  every  department  and  agency  has  set 
forth  and  adopted  a  written  set  of  goals  and  objectives. 
However,  the  time  horizon  and  specificity  of  agency  goals 
and  objectives  vary.   The  source  of  the  goals  and  objectives 
and  hence  their  authoritativeness  result  from  legislative 
enactments,  administrative  policy  statements  and  staff  posi- 
tion papers . 

Planning  operations  now  performed  are  frequently  directed 
towards  programmatic  actions  rather  than  establishing  an 
agency  policy  direction  or  priorities.   With  this  approach, 
most  state  agencies  become  frustrated  in  that  the  budgeting 
system  and  eventual  budget  appropriations  are  not  keyed  to 
implementing  the  program  plan.   This  results  in  staff  per- 
ceptions of  the  need  for  planning  to  be  downgraded  in  impor- 
tance . 

Illustrative  of  new  initiatives  by  state  departments  to  in- 
crease the  effectiveness  of  departmental  planning  are  the 
efforts  of  the  Department  of  Health  and  Mental  Hygiene  and 
the  Department  of  Employment  and  Social  Services.   The  aims 
and  purposes  of  these  planning  systems  are  to  establish 
policies  and  agency  priorities  under  which  program  managers 
can  design  programmatic  plans  and  implementation  budgets. 

Development  of  a  planning  system  in  the  Department  of  Employ- 
ment and  Social  Services  has  been  concurrent  with  that  of 
an  internal  reorganization  of  that  department.   Resulting 
in  the  reorganization  were  the  creation  of  an  Office  of 
Program  Coordination,  and  an  Office  of  Program  Planning 
and  Evaluation. 

The  Office  of  Program  Coordination  is  generally  responsible 
for  assisting  in  the  administration  of  demonstration 
programs.   The  Office  of  Program  Planning  and  Evaluation 
has  the  responsibility  for  preparation  of  a  state  income 
maintenance  program,  establishment  of  a  local  social  ser- 
vices plan  format,  and  reviewing  system  and  planning  work 
programs.   Such  activities  are  directed  towards  increasing 
the  effectiveness  of  department  programs  and  analysis  of 
alternatives . 
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The  Department  of  Health  and  Mental  Hygiene  is  presently 
developing  its  planning  capacity.   The  intent  of  the  de- 
partment staff  is  to  structure  a  planning  office  as  a  staff 
arm  to  the  secretary.   This  planning  office  would  not  have 
any  day  to  day  in-depth  research  or  operational  responsi- 
bility.  It  will  be  responsible  for  providing  assistance  to 
program  planners  and  coordinating  the  planning  function. 

Comparing  the  planning  functions  of  these  two  departments 
of  Maryland  state  government,  one  sees  the  contrast  between 
centralized  and  decentralized  planning  responsibility  and 
varying  relationships  between  the  state  and  local  operating 
units.   In  the  Department  of  Employment  and  Social  Services 
one  sees  a  planning  structure  having  a  major  sub-state  func- 
tional planning  facet  as  well  as  administration  of  the  depart- 
ment-wide planning  system.   The  Department  of  Health  and 
Mental  Hygiene  is  a  coordination  planning  structure  delegating 
planning  responsibilities  to  program  units. 

Additional  human  services  planning  agencies  having  a  high 
degree  of  sophistication  are  the: 

Commission  on  Law  Enforcement  and  Administration 
of  Justice; 

Maryland  Council  on  Higher  Education;  and 

Maryland  Comprehensive  Health  Planning  Agency. 


All  three  planning  agencies  were  created  in  response  to 
federal  grant-in-aid  programs,  are  funded  in  part  through 
federal  funds,  and  are  required  to  undertake  a  planning 
program  to  assure  the  state  of  continued  eligibility  for 
Law  Enforcement  Assistance  Grants,  Higher  Education  Facil- 
ity Grants  or  financial  support  for  health  services  and 
facilities . 

Each  of  these  agencies  has  developed  an  information  base 
and  has  aggressively  pursued  a  technical  analysis  program. 
The  Commission  on  Law  Enforcement  has  produced  many  program 
plans  and  identified  a  full  range  of  criminal  justice  issues 
and  problems.   The  Council  on  Higher  Education  is  presently 
formulating  a  comprehensive  state  higher  education  plan. 
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The  Comprehensive  Health  Planning  Agency  has  completed  the 
first  Maryland  State  Comprehensive  Health  Plan  in  1973. 
Each  of  these  independent  agencies  maintain  planning  rela- 
tions across  state  departments  and  local  governments  of  the 
state.   As  such  they  seek  to  standardize  and  coordinate 
certain  functional  planning  operations . 
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CHAPTER  THREE 


GOALS  AND  OBJECTIVES  FOR  THE 
MARYLAND  HUMAN  SERVICES  PLANNING  SYSTEM 


There  are  two  aspects  of  the  goal  and  objective  orientation 
of  the  Maryland  human  services  planning  process.   The  first 
of  these  relates  to  what  programs  should  be  developed  and 
what  services  should  be  delivered  to  what  persons  and  by 
whom.   This  aspect  of  the  orientation  is  the  definition  of 
human  service  goals  and  objectives  for  state  policy,  pro- 
grams, and  allocation  of  fiscal  resources.   These  goals  and 
objectives  are  stated  in  the  plan  document.   The  second 
aspect  is  the  management  goals  and  objectives  of  the  pro- 
cess or  the  contribution  of  the  planning  process  to  improv- 
ing the  operational  capability  of  state  government.   These 
goals  and  objectives  deal  with  improving  the  efficiency  of 
administration  of  the  delivery  of  human  services  and  were 
first  expressed  in  the  human  services  plan  study  design. 

Human  service  goals  and  objectives,  as  an  example,  are 
shown  in  Table  I.   Table  II  shows  an  example  of  management 
goals  and  objectives.   Both  tables  utilize  the  State  Man- 
power Planning  Program  as  examples. 


Management  Goals  and  Objectives  of  the  Planning  Process 

The  two  management  goals  of  the  Maryland  Human  Services  Plan 
are: 

1.   Provide  accurate  and  timely  information  and  program 
alternatives  to  assist  executive  and  legislative 
decisionmakers  in  allocating  the  state's  resources, 
in  the  most  efficient  manner  possible,  toward  meet- 
ing the  human  service  needs  and  improving  the  condi- 
tion of  the  citizens  of  Maryland. 
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TABLE  I 

EXAMPLE  OF  HUMAN  SERVICE  GOALS  AND  OBJECTIVES 

Goal: 

To  direct  manpower  services  toward  the  elimination  of  insti- 
tutional barriers  to  employment. 

Objectives : 

A. 

Inventory  areas  in  which  institutional  barriers 
exist. 

1.   Provide  information  file. 

B. 

Involve  state,  local  and  regional  agencies  in 
identifying  barriers. 

1.  Provide  representative  report  on  problem. 

2.  Establish  a  policy  group  to  develop 
solutions . 

C. 

Develop  public  awareness  of  problem  by  involv- 
ing affected  groups . 

1.  Develop  public  awareness  campaign. 

2.  Provide  legislative  recommendations  to 
correct  identified  barriers. 
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TABLE  II 

EXAMPLE  OF  MANAGEMENT  GOALS  AND  OBJECTIVES 
IN  THE  HUMAN  SERVICE  PLANNING  PROCESS 

Goal: 

To  analyze  state  manpower  planning  services  to  increase 
efficiency  and  effectiveness  of  services  provided. 

Objectives : 

Planning  Capability 

A. 

Create  a  planning  capability  which  can  carry 
out  the  functions  of  the  state  manpower  ser- 
vices council;  i.e.  long  range  and  comprehen- 
sive manpower  planning. 

Necessary  Action: 

1.   Develop  a  state  manpower  services  section 
of  the  staff  by  creating  state  manpower 
planners  for  the  following  functions: 
labor  market  analysis  communication  and 
education  policy  and  research  program 
analysis  and  development. 

B. 

Develop  an  internal  system  for  monitoring 
compliance  with  planning  objectives. 

Necessary  Action: 

1.   Schedule  formalized  review  of  accomplish- 
ments relative  to  plan: 

a.  on  individual  level 

b.  on  staff  level 

c.  on  external  level 

2.   Involve,  if  available,  people  from  outside 
our  organization  to  participate  in  this 
review. 
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Assist  nongovernmental  (private)  and  substate  govern- 
mental providers  of  human  services  to  better  serve 
their  clients  by: 

Providing  clear  statements  of  state  level  policies; 

Providing  a  state  planning  process  for  human  servi- 
ces with  which  to  coordinate  and  through  which 
to  offer  input; 

Providing  access  to  data  resources  with  which  to 
identify  needs,  plan  service  delivery,  and  evalu- 
ate service  effectiveness. 


Specific  management  objectives  are: 

Meet  the  legislative  requirements  for  preparation 
of  long  and  short  range  plans  in  support  of  agency 
operations ; 

Provide  a  system  and  mechanism  for  the  development 
of  alternative  program  and  policy  approaches  in 
service  delivery  and  program  design; 

Provide  a  description  of  existing  programs  and 
activities  in  the  short  term  time  frame  (1-5  years) 
and  the  future  upon  which  multi-year  fiscal  and 
manpower  need  projections  can  be  made; 

Identify  the  need  for  and  preliminary  design  of 
alternative  program  packages; 

Describe  alternative  organizational  arrangements 
for  interdepartmental  operation  of  programs ; 

Provide  a  system  and  means  to  evaluate  alternative 
resource  allocation  levels  and  funding  constraints; 


Develop  techniques  and  methodologies  for  the  eval- 
uation of  programs  and  individual  projects  within 
a  given  program  area; 

Improve  the  actual  delivery  of  services  in  terms 
of  availability,  coverage,  efficiency,  and  effect- 
iveness . 


Since  the  objectives  generalized  above  are  administrative 
and  operational  in  character,  their  formulation  is  largely 
for  the  benefit  of  the  planning  units  within  the  departments 
and  agencies  administering  human  services  program.   These 
planning  units,  described  in  Chapter  Two,  will  formulate 
specific  and  measurable  functional  human  services  goals  and 
objectives.   Those  human  services  goals  and  objectives  hav- 
ing statewide  policy  perspectives  are  formulated  by  the  pro- 
posed Human  Services  Policy  Planning  Group. 

The  management  goals  and  objectives  should  be  viewed  as  a 
means  for  successfully  achieving  the  Maryland  human  services 
goals  and  objectives. 

Human  Services  Goals  and  Objectives 

Human  services  goals  and  objectives  are  the  statement  of  the 
aims  of  state  policy,  in  the  provision  of  services,  program 
design,  and  resource  allocation  and  are  the  subject  of  the 
planning  process.   Formulation  of  the  human  services  goals 
and  objectives  and  the  subsequent  design  of  implementation 
means  is  the  purpose  for  the  Maryland  Human  Services  Planning 
and  Coordination  Project. 

No  effort  has  been  made  at  this  time  to  define  or  draft 
appropriate  state  human  service  goals  and  objectives.   One 
of  the  initial  planning  Work  Tasks  of  the  proposed  planning 
process  will  be  to  identify  those  goals  and  objectives  that 
exist  explicitly  and  implicitly.   These  goals  and  objectives 
may  be  found  in  legislative  enabling  acts  and  administrative 
procedures.   Objectives  are  also  implied  within  agency  bud- 
get requests  and  appropriations. 

One  of  the  first  activities  of  the  plan  preparation  process, 
as  described  in  Chapter  Four,  will  be  to  identify  existing 
goals  and  objectives  and  to  describe  their  contributions  to 
the  state  comprehensive  development  effort.   This  is  part 
of  the  inventory  and  classification  effort.   Subsequent 
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planning  process  steps  will  be  to  establish  a  new  set  of 
goals  and  objectives  for  plan  preparation  proposed  as  part 
of  the  analysis  and  recommendation  activities. 

During  development  of  the  Maryland  Human  Services  Plan,  the 
program  inventory,  problem  analysis,  indicators,  and  class- 
ification work  should  proceed  concurrently  with  the  initial 
formulation  of  short  and  long  range  service  goals  and  objec- 
tives.  Objectives  should  be  developed  which  are  quantifi- 
able.  This  is  to  say,  policymakers  should  be  able  to  ask 
from  time  to  time  if  the  policy  objectives  are  being  met  and 
the  planning  system,  through  the  service  delivery  departments, 
should  be  able  to  answer  that  question.   Therefore,  objec- 
tives, at  a  minimum,  should  be  stated  such  that  progress 
toward  their  attainment  can  be  measured.   Information  systems 
should  be  sought  to  manage  and  monitor  objectives.   Some 
management  information  systems,  already  in  existence,  may 
partially  serve  this  purpose;  others  may  have  to  be  designed, 
during  initial  implementation  of  the  planning  system. 

The  approach  toward  setting  goals  and  objectives  as  proposed 
for  the  Maryland  Human  Services  Plan  should: 

Reduce  confusion  between  specific  administrative 
and  broader  objectives; 

Keep  the  objective  setting  process  within  a  com- 
prehensive, but  encompassable  framework; 

Generate  measures  of  attainment; 

Provide  a  basis  for  evaluation; 

Keep  foremost  a  focus  upon  the  recipients  of  all 
these  efforts,  the  people  of  Maryland. 


To  be  successful,  regardless  of  adopted  human  service  goals 
and  objectives,  the  initial  plan  implementation  and  execu- 
tion of  the  planning  process  must  be  geared  toward: 

Relating  alternative  programs  and  policies  to 
the  fiscal  resource  budgeting  process; 


-24- 


Identification  of  existing  systems  of  human  ser- 
vices development  and  service  delivery  and  rela- 
ting alternatives  to  policies  and  evaluation 
activities; 

Analysis  of  expected  future  fiscal  and  service 
needs  to  continue  or  improve  existing  and  planned 
state  efforts  in  the  human  services  field; 

Definition  of  the  proper  role  of  state,  regional, 
and  local  administrative  and  decision-making 
responsibility; 

Establishment  of  a  system,  methodology,  and  pro- 
cess to  forecast  successfully  the  changing  nature 
of  human  services  problems  in  the  state. 


Human  service  goals  and  objectives  may  be  both  policy  and 
programmatic  in  nature. 

Those  human  services  goals  and  objectives  having  a  state- 
wide policy  prospective  should  be  prepared  for  inclusion 
in  the  Maryland  Human  Services  Plan  by  the  Human  Services 
Planning  Policy  Group  (proposed  in  Chapter  Four) .   The 
Policy  Planning  Group  should  rely  and  build  upon  the  exper- 
ience and  knowledge  of  program  managers  and  field  staffs 
from  each  of  the  operating  departments  in  initial  determin- 
ation of  statewide  service  goals  and  objectives.   Those 
service  goals  and  objectives  being  functional  in  scope 
should  be  established  by  each  department  and  approved  by 
the  policy  group.   Once  again  major  reliance  should  be 
placed  upon  field  staff  and  program  managers. 

The  level  of  specificity  of  the  human  services  goals  and 
objectives  required  should  evolve  from  refined  assessments 
of  program  impacts,  output  gaps,  program  linkages  and  dup- 
lications and  service  allocation  information.   An  example 
of  a  potential  objective  might  be  to  raise  the  needs  stan- 
dard in  public  assistance.   This  objective  would  cost  the 
state  a  yet  to  be  determined  amount.   One  alternative 
strategy  for  raising  the  state's  needs  standard  percentage 
is  to  continue  to  increase  management  controls  to  reduce 
the  number  of  ineligible  recipients.   Another  alternative 
is  to  raise  additional  revenue  or  reduce  support  for  other 
state  programs. 
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Whether  goals  should  be  structured  by  activity  sector  and 
target  population  should  be  determined  on  the  basis  of  data 
availability,  program  technology,  costs  and  policy  and  pro- 
gram priority  judgments.   However,  all  efforts  should  be 
made  to  express  goals  and  objectives  within  the  activity 
sector/target  population  framework . 

The  departments  and  agencies  will,  over  time,  and  through 
their  planning  units,  measure  how  well  their  programs  and 
projects  are  actually  meeting  the  human  services  goals  and 
objectives.   These  findings  will  be  reported  to  the  Governor 
and  the  Legislature  on  a  regular  and  timely  basis  through 
the  state  human  services  planning  and  coordination  system. 

As  specific  service  goals  and  objectives  are  reformulated, 
based  upon  operational  experience,  they  should  be  expressed 
and  classified  according  to  the  activity  sector/target 
population  plan  framework.   When  service  goals  and  objec- 
tives are  not  being  attained  it  will  be  necessary  to  re- 
program  state  resources  and/or  examine  the  objectives  in 
the  light  of  operational  experience.   Analysis  of  why 
objectives  were  not  attained  will  likely  have  as  much  import 
to  the  planning  system  as  the  reasons  for  achievement  of 
objectives . 
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CHAPTER  FOUR 


THE  PROPOSED  HUMAN  SERVICES  PLANNING  SYSTEM 


The  effort  to  plan  the  delivery  of  human  services  in  some 
coordinated  fashion  is  a  relatively  new  phenomenon.   As 
such,  this  effort  lacks  both  a  commonly  accepted  definition 
and  an  institutionalized  planning  process.   Much  human  ser- 
vices planning,  as  now  practiced,  typically  describes  a 
fragmented  and  inexact  process  covering  a  broad  range  of 
programs  which  serve  widely  different  constituencies  and 
are  administered  by  numerous  private  and  public  agencies 
and  departments.   A  major  difficulty  with  planning  has  been 
this  diversity  of  programs,  providers,  and  recipients. 

Although  the  components  of  human  services  are  infinitely 
more  varied  and  more  complex  than  physical  or  economic  de- 
velopment planning,  they  can  be  considered  within  a  tradi- 
tional planning  framework.   The  human  services  planning 
system  proposed  in  this  report  has  been  developed  in  accord 
with  this  premise.   It  steps  beyond  traditional  analysis  in 
two  basic  ways. 

First,  the  Activity  Sector/Target  Population  framework  is 
used  to  organize  the  information  and  findings  from  all  of 
the  four  planning  activities  and  within  each  of  the  four 
planning  elements.  The  use  of  this  framework  is  proposed 
as  a  means  of  establishing  uniformity  in  data  collection, 
analysis  and  policy  development. 

Chart  II  of  Chapter  One  shows  the  activity  subsectors  of  the 
classification  system.   Second,  the  proposed  planning  sys- 
tem includes  an  organizational  model  which  relates  the  re- 
sponsibilities of  all  participants  to  specific  steps  in 
implementing  the  planning  system.   This  has  been  included 
to  ensure  that  departmental  participation  legislative  re- 
quirements of  the  operating  departments  are  met  and  to 
facilitate  implementation  of  the  process. 
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The  Planning  System  in  Overview 

The  planning  process  involves  completion  of  each  of  the  Work 
Tasks  shewn  in  Chart  IV  for  each  of  the  planning  program 
activities  and  elements.   Each  Work  Task  is  composed  of  work 
activities  which  are  executed,  in  a  general  sequential  order, 
to  complete  the  planning  work  element  by  planning  activity. 
Each  task  and  work  activity  could  involve  any  or  all  of  the 
activity  sectors  or  target  populations.   Clearly,  judgments 
are  required  to  establish  work  priorities  because  of  time 
limitations.   Such  guidance  must  come  from  the  present  Human 
Services  Task  Force  or  from  a  Human  Services  Planning  Policy 
Group  proposed  and  described  in  Chapter  Five  to  replace  the 
Task  Force.   While  work  priorities  must  at  this  stage  be 
based  on  the  value  judgments  of  the  Task  Force,  considerable 
insights  are  provided  by  the  general  Work  Tasks  of  problems 
identification  and  goal  and  objective  statements,  indicators 
and  conditions  and  trends  analysis. 

The  planning  process ,  as  made  up  by  the  Work  Tasks  and 
associated  Work  Activities  must  essentially  be  interactive 
rather  than  completely  sequential.   Thus,  based  on  informa- 
tion now  available,  problems  should  be  identified  to  the 
extent  possible,  goals  and  objectives  should  be  formulated 
or  adopted  from  legislative  or  administrative  mandate,  pro- 
gram impacts,  and  effectiveness  should  be  considered  in  a 
preliminary  way ,  existing  resource  allocations  should  be 
understood  and  the  new  data  collected  relevant  to  each  of 
the  other  program  elements.   These  data  will  require  analy- 
sis, and  the  alternatives  should  at  least  be  proposed  for 
more  detailed  study  later  and  preliminary  recommendations 
made.   The  cycle  must  then  be  repeated,  and  priorities  may 
change  significantly  as  a  result  of  the  first  pass  of  the 
process.   In  fact,  the  activities  of  the  proposed  human 
services  planning  process  must  be  executed  in  conjunction 
with  the  annual  budget  cycle. 


Participants  in  the  Planning  Process 

The  proposed  human  services  planning  system  and  work  program 
is  designed  for  analysis  of  state  human  services  programs 
and  consideration  and  selection  of  alternative  state  actions 
by  policy  officials.   Timely  interaction  between  the  parti- 
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cipants  in  the  planning  process  is  the  key  to  efficient  and 
effective  execution  of  the  system.   Participants  in  the 
planning  system  are: 

Governor 

Legislature 

Human  Services  Planning  Policy  Group 
(proposed  in  Chapter  Five) 

Citizen  Participation  Program  Members 
(proposed  in  Chapter  Four) 

Department  of  Budget  and  Fiscal  Planning 

Department  of  State  Planning 

State  Operating  Departments 

Sub-State  Human  Services  Demonstration  Planning  Agencies 

A  more  detailed  explanation  of  the  role  of  each  of  these 
participants  is  found  in  Chapter  Five,  "Organization  and 
Administration  of  the  Planning  System."   A  brief  description 
of  the  role  of  the  participants  follows. 

By  necessity,  the  Governor  and  Legislature  have  final 
control   over  decision  making  related  to  selection  of 
alternative  state  plan  recommendations  and  providing  the 
legal  and  fiscal  tools  for  implementation.   The  Human  Ser- 
vices Planning  Policy  Group  is  proposed  as  an  organization 
of  departmental  secretaries  responsible  for  supervising  the 
execution  of  the  human  services  planning  work  program  and 
providing  policy  guidance  to  state  departmental  planning 
and  research  staff. 

The  citizen  participation  program  membership  will  serve  as 
an  advisory  body  to  the  proposed  Planning  Policy  Group  and 
Department  of  State  Planning  to  review  and  comment  upon 
planning  work  products. 

It  is  proposed  that  the  Department  of  Budget  and  Fiscal 
Planning  be  responsible  primarily  for  such  planning  tasks 
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as  analysis  of  budget  by  alternative  plan  proposals  and  prep- 
aration of  alternative  resource  allocation  recommendations 
for  plan  implementation. 

The  Department  of  State  Planning  would  be  responsible  for 
standardization  of  planning  analysis,  preparation  of  a  uni- 
form data  base  and  staff  services  to  the  Planning  Policy 
Group. 

Operating  departments  would  be  responsible  for  program  eval- 
uation, preparing  alternative  program  packages  and  manage- 
ment analysis  of  current  and  proposed  alternative  operations . 

To  be  successful  the  planning  system  must  also  build  upon 
implementation  of  the  planning  system  on  a  sub-state  basis. 
For  this  reason  it  is  proposed  that  demonstration  planning 
projects  be  supported  so  that  a  hierarchy  of  state,  regional 
and  local  human  services  planning  can  be  developed. 

The  Planning  Activities  of  the  Planning  System 

The  proposed  human  services  planning  system  was  shown  earlier 
in  Chart  IV  on  page  29  which  is  divided  into  four  sections. 
Each  section  represents  a  Planning  Activity.   The  Activities, 
in  order  of  execution,  are: 

Inventory  and  Classification 

Analysis 

Assessment  of  Alternatives 

-   Recommendations  -  Program  and  Policy  Development 


The  planning  system  is  structured  in  four  Planning  Activities. 
These  Planning  Activities  would  take  place  over  a  twelve 
month  period.   The  process  is  designed  to  be  continuous  and 
on-going,  and  each  twelve  month  period  is  followed  by  a 
successive  twelve  month  planning  period.   The  purpose  of  this 
timing  is  twofold.   First,  it  represents  a  reasonable  length 
of  time  and  level  of  effort  to  complete  the  required  analysis; 
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second,  it  corresponds  to  the  timing  of  annual  state  budget 
cycle.   The  scheduling  of  the  operations  of  the  planning 
system,  as  proposed,  is  compatible  with  the  annual  budget 
preparation  process. 

During  the  initial  twelve  month  planning  period,  several 
work  elements  and  tasks  will  be  completed  at  a  level  of 
detail  which  will  not  be  repeated  in  subsequent  years.   For 
example,  the  data  base  collected  and  classified  during  the 
initial  planning  year  should  be  updated  to  reflect  changes 
in  trends  and  conditions,  but  the  level  of  effort  will  not 
approach  that  which  was  required  during  initial  system  im- 
plementation.  In  addition,  during  the  initial  implementation 
period  an  attempt  will  be  made  to  isolate  problems  with  the 
system  and  to  verify  planning  assumptions.   Deficiencies 
found  in  this  and  subsequent  periods  will  be  corrected  and 
incorporated  into  the  planning .system. 

The  four  activities  of  the  planning  system  to  be  executed 
during  each  twelve  month  period  are  briefly  described  below: 

Activity  I:   Inventory  and  Classification 

This  activity  consists  of  a  review  and  update  of  existing 
data  on  human  services  trends  and  conditions,  human  ser- 
vices programs,  and  human  services  fiscal  allocations. 
It  is  in  this  initial  activity  that  one  sees  the  inter- 
action and  relationship  between  a  planning  activity  (i.e. 
inventory),  the  four  plan  elements,  and  the  plan  frame- 
work (the  activity  sector/target  population  matrix)  and 
a  Work  Task  such  as  interviewing  selected  department  heads 

In  this  activity,  human  services  requirements,  human 
services  programs,  human  services  goals  and  objectives, 
and  resources  for  human  services  must  be  identified, 
described,  and  then,  classified. 

During  the  six  month  period  of  system  design,  initial 
work  has  been  undertaken  on  the  inventory  and  classifi- 
cation activity.   A  program  inventory  format,  and  an 
interview  guide  were  designed  to  obtain  initial  data. 
An  attempt  has  also  been  made  to  classify  the  program 
information  obtained,  using  the  plan  framework.   Illus- 
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trative  examples  of  a  program  inventory  form,  an  inter- 
view, and  classification  of  program  information  are 
contained  in  Technical  Appendix  B. 

No  work  has  yet  been  undertaken  on  the  inventory  of 
human  services  requirements  (i.e.  service  needs)  or 
resources  allocation. 

During  the  next  period  of  implementation,  the  initial 
inventory  systems  and  information  must  be  evaluated. 


Activity  II:   Analysis 

This  activity  consists  of  problem  identification  and 
analysis.   The  data  collected  about  the  four  planning 
elements  (Human  Services  Requirements,  Programs,  Goals 
and  Objectives  and  Resources  Allocation)  under  the 
inventory  and  classification  activity  will  be  analyzed 
to  identify  problems,  and  to  provide  a  base  for  program 
and  project  development. 

It  is  in  the  analysis  activity  that  the  array  of  social 
indicators  will  be  utilized.   The  social  indicator  array 
and  a  discussion  of  their  usage  is  presented  in  some 
detail  in  the  Technical  Appendix  C  entitled  "An  Array  of 
Social  Indicators  for  Human  Services  Planning."   Suffice 
it  to  say  that  the  indicators  are  but  one  technique  for 
analysis . 

The  major  presentation  of  the  analysis  activity  will  be 
through  the  format  of  the  Conditions  and  Trends  Report. 
The  outline  and  methodology  for  such  reports  is  set 
forth  in  Technical  Appendix  D  entitled  "Preparing  a 
Conditions  and  Trends  Report  for  Describing  Human  Ser- 
vices in  the  State  of  Maryland." 

Using  the  Conditions  and  Trends  Report  format,  analysis 
can  be  presented  for  any  activity  sector  or  sub-sector, 
or  any  target  population  group  in  any  or  all  of  the  four 
plan  elements.   Also  the  Conditions  and  Trends  Report 
format  can  be  used  on  a  geographic  basis  below  the  state 
level  for  any  classification  in  the  plan  framework. 
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Activity  III:   Assessment  of  Alternatives 

This  activity  consists  of  the  development  of  project  and 
program  alternatives.   It  identifies  alternative  approaches 
to  address  immediate  problems  identified  through  the 
analysis  efforts.   It  also  identifies  the  costs  associated 
with  alternative  project  and  program  approaches. 


Activity  IV:    Recommendations  -  Program  and  Policy 

Development 

This  activity  consists  of  the  development  of  recommenda- 
tions on  short  and  long  range  human  services  plans .   It 
is  timed  to  provide  program  and  cost  data  required  for 
the  annual  state  budget.   It  also  looks  toward  longer  run 
solutions  to  the  basic  human  services  problems  of  the 
state  and  to  future  resource   allocations  to  the  crucial 
activity  sectors  or  target  populations. 


Planning  Elements  of  the  Planning  System 

The  four  activities  summarized  above  outline  the  basic 
analytical  steps  which  would  be  utilized  in  human  resources 
planning.   These  activities  are  carried  out  in  the  context 
of  four  Planning  Elements.   These  are: 

Human  Services  Requirements:   The  range  of  human  ser- 
vices needs  in  the  State  of  Maryland  cuts  across  every 
activity  sector  and  every  target  population.   A  first 
and  basic  element  of  human  services  planning  process 
must  be  to  identify  these  human  services  requirements 
by  type  and  level  of  need.   The  needs  should  be  classi- 
fied in  terms  of  activity  sectors  and  target  popula- 
tion groups  of  the  plan  framework.   An  important  approach 
to  be  followed  in  this  activity  is  social  indicator 
analysis.   The  decision  to  utilize  social  indicators 
as  a  major  adjunct  to  planning  necessitates  a  concur- 
rent commitment  to  goal  orientation  (the  third  plan 
element  described  below) .   The  process  of  selecting  a 
series  of  social  indicators  must  involve  state  agency 
officials,  planners,  and  data  specialists.   The  ques- 
tion must  be  asked:   "What  aspects  of  life  can  be 
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measured  that  would  relate  to  the  effect  a  department's 
or  agency's  programs  and  services  have  on  those  served 
and  the  state  as  a  whole?"   This  question  cannot  be 
answered  without  clear  statements  of  the  agency's  goals  - 
i.e.,  what  is  the  agency  trying  to  achieve?   Other 
indicators  and  goals  must  be  developed  on  a  statewide 
rather  than  agency  basis. 

From  the  wide  range  of  available  data  on  human  services 
needs  and  requirements,  social  indicators  will  be 
selected  and. classified  according  to  the  activity  sector/ 
target  population  framework.   These  indicators  will  then 
be  measured  against  performance  standards  to  determine 
existing  conditions.   In  addition,  using  trend  data 
compiled  from  the  performance  of  these  indicators  in  the 
past,  forecasts  for  the  future  will  be  made,  and  special 
human  services  problems  will  be  identified.   This  is 
illustrative  of  the  analysis  activity  related  to  this 
plan  element. 

Another  tool  that  can  be  used  to  determine  human  service 
need  is  citizen  participation.   In  particular,  citizens 
can  contribute  information  regarding  problem  identifi- 
cation and  options  for  resolving  perceived  problems  and 
can  contribute  insights  on  goals  and  objectives. 

To  be  effective,  citizen  participation  will  require  a 
major  allocation  of  staff  time  and  resources.   Care 
should  be  given  to  balance  the  different  special  inter- 
ests and  input  should  be  encouraged  from  all  the  target 
groups  in  the  life  cycle,  including  aging  adult  and 
families,  juveniles,  youth  and  infants  and  other  groups 
that  cut  across  life  cycle  target  groups  such  as  the 
handicapped,  minorities,  migrants,  women,  etc. 

It  is  proposed  that,  initially,  the  citizen  participa- 
tion process  be  focused  by  involving  those  interested 
in  and  knowledgeable  about  specific  activity  sectors 
and  target  population  groups,  including  representatives 
of  the  users  of  the  service  provided. 

State  and  local  elected  officials  and  other  selected 
citizen  representatives  and  experts  should  be  asked  to 
participate  in  the  citizen  input  process. 
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Human  Services  Programs;   The  second  major  element  of 
the  planning  system  is  the  human  services  programs. 
What  programs  are  presently  available  to  meet  the  needs 
identified  and  described  in  the  first  plan  element? 
Are  those  programs  consistent  with  the  human  resource 
goals  and  objectives  formulated  in  the  third  plan  ele- 
ment whose  description  follows?   And  what  about  those 
programs  in  terms  of  the  resources  available  now  and 
in  the  future? 

Just  as  conditions  and  trend  analyses  can  be  done  of 
past,  present,  and  future  needs  in  relation  to  the 
first  plan  element,  the  same  sort  of  analyses  can  be 
done  of  past  program  efforts,  present  program  avail- 
ability, and  future  program  alternatives  as  needs, 
goals  and  objectives,  and  resource  availability  changes, 

The  initial  Work  Tasks  for  this  element  will  be,  first, 
to  inventory  existing  programs  and  classify  them  accord- 
ing to  the  activity  sector/target  population  framework. 
Programs  will  then  be  analyzed  from  the  point  of  view 
of  coverage,  program  effectiveness,  costs  and  meeting 
program  objectives.   Interviews  with  program  officials 
will  be  a  helpful  tool  in  completing  this  analysis. 
From  these  several  analyses,  recommendations  on  alter- 
native programs  and  alternative  approaches  will  be 
developed. 


Human  Services  Goals  and  Objectives:   The  third  planning 
element  goes  beyond  the  comparison  of  human  services 
programs  and  needs  to  what  the  Governor  and  the  Legis- 
lature wish  to  accomplish  through  human  services  pro- 
grams.  These  goals  and  objectives  are  presently  impli- 
cit in  human  services  legislation  and  program  adminis- 
trative guidelines . 

The  description  of  the  goals  and  objectives  will  pro- 
vide a  measure  against  which  program  performance  can 
be  judged. 

Formulation  of  goals  statements  can  also  benefit  from 
inputs  originating  from  political  figures,  budget 
analysts,  respected  experts,  citizens,  and  local  govern- 
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merits  and  voluntary  groups.   In  this  regard,  the  essen- 
tial role  of  the  planner  is  to  insure  that  input  and 
opinion  are  received  from  the  widest  possible  spectrum 
of  involved  and  affected  groups . 

By  way  of  illustration  of  the  procedure,  agency  officials 
could  be  asked  to  delineate  their  goals  and  to  hypothe- 
size what  aspects  of  life  in  the  state  are  likely  to  be 
affected  when  X  dollars  are  expended  on  program  Y.   As 
an  example,  consider  community  mental  health  centers. 
In  this  case  it  might  be  concluded  that  the  goal  is  to: 

(a)  reduce  residential  mental  hospital  populations, 

(b)  reduce  the  incidence  of  psychotic  acts  resulting 

in  violence,  (c)  improve  family  stability,  (d)  increase 
public  access  to  and  utilization  of  mental  health  pro- 
fessionals, (e)  increase  the  general  mental  health  of 
Maryland  citizens,  or  finally  (f)  all  of  the  above. 
Then  the  question  is  immediately  asked,  "V7hich  of  these 
goals  is  theoretically  measurable?" 

In  this  example,  the  "general  mental  health"  of  Maryland 
citizens  is  probably  not  a  measurable  item.   However, 
the  other  four  items  are  measurable,  and  as  a  group  they 
are  probably  correlated  with  the  "general  mental  health" 
variable.   Thus,  even  though  a  goal  may  not  be  directly 
measurable,  quantitative  measurement  of  progress  toward 
that  goal  should  be  possible. 

As  with  the  other  three  planning  elements,  goals  and 
objectives  will  also  be  classified  according  to  the 
activity  sector/target  population  framework  for  compar- 
ability with  other  planning  elements.   In  the  final 
phase  of  the  planning  process,  goals  and  objectives  are 
presented  in  the  form  of  new  legislation  and  administra- 
tive or  institutional  changes  required  to  implement  new 
policy  formulation. 

Resource  Allocation:   The  fourth  element  of  the  planning 
system  consists  of  an  analysis  of  funds  available  to  the 
state  for  human  services  programs,  and  identifies  alter- 
native program  costs.   This  work,  as  described  in  Chapter 
Five   and   the  Work  Program,  will  be  largely  conducted 
by  the  operating  departments  and  the  Department  of 
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Budget  and  Fiscal  Planning.   The  major  focus  of  this 
analysis  will  be  to  develop  data  for  the  policy  makers 
on  the  cost  of  alternative  programs  and  alternative 
approaches.   Unit  costs  (i.e.  dollars  expended  for  each 
client  served),  program  costs,  and  cost  trends  will  all 
be  identified.   In  the  first  Planning  Activity,  program 
costs  will  be  arrayed  according  to  activity  sector  and 
target  population,  and  this  framework  will  form  the 
basis  of  subsequent  analysis. 

The  four  planning  elements  flow  in  a  linear  fashion 
through  all  four  planning  activities  of  the  planning 
system.   They  can  be  considered  separately,  or  they 
can  be  considered  in  relationship  to  one  another. 
Basic  information  is  developed  through  a  series  of  com- 
parable and  parallel  work  elements  and  tasks  which  also 
influence  and  impact  all  of  the  others.   The  purpose  of 
the  human  services  planning  process  is  to  take  a  wide 
variety  of  program,  conditions,  and  cost  data  and  present 
them  in  a  compatible  framework  so  that  planning,  program- 
ming and  budget  decisions  can  be  effectively  made. 


Role  of  Citizen  Participation  in  The  Planning  Process 

The  success  of  the  human  services  planning  process  is  pre- 
dicated upon  the  timely  and  effective  participation  of  the 
state's  policy  making  and  administrative  leaders  and  par- 
ticipation of  the  state's  citizenry. 

A  proposed  goal  of  the  citizen  participation  program  in 
the  Maryland  human  services  planning  process  would  be  to: 

Create  a  mutual  understanding  and  participation 
between  the  human  services  planning  staffs  of 
the  Department  of  State  Planning  and  the  service 
delivery  departments  and  the  citizens  of  Maryland 
to  assure  continued  responsiveness  to  public 
human  services  development  efforts. 

The  specific  objectives  to  obtain  this  goal   proposed  are: 

Obtain  information  on  perceived  human  service  needs 
and  problems  related  to  human  resource  activities; 
and 
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Secure  insights  on  goals  and  objectives  for  the 
Human  Services  Plan  which  can  be  considered  in 
the  planning  process. 

A  two-phased  citizen  participation  program  and  structure 
is  proposed.   The  first  phase  to  be  implemented  during 
1974-1975  seeks  to  mobilize  organized  interest  associations 
and  groups.   The  second  phase  of  the  program  to  be  imple- 
mented after  a  draft  human  services  plan  is  proposed  will 
be  to  seek  involvement  of  the  general  citizenry-at-large 
through  public  hearings  and/or  use  of  public  television 
programming.   The  involvement  of  the  citizenry-at-large 
should  occur  when  the  Human  Services  Plan  contents  are 
well  formulated  and  ready  for  incorporation  as  part  of  the 
Comprehensive  State  Development  Plan. 

The  involvement  of  organized,  interest  associations  and 
groups  in  the  planning  process  should  first  take  place 
during  the  Inventory  and  Classification  Activity  and  con- 
tinue through  all  the  activities  of  the  proposed  system. 
Participants  would  be  organized  in  a  committee  system 
aligned  on  the  basis  of  the  activity  sector/target  popula- 
tion plan  framework . 

An  intense  work  effort  should  be  expected  by  the  members 
of  the  citizen  participation  program  prior  to  the  comple- 
tion of  the  initial  Human  Services  Plan  document.  It  is 
recommended  that  the  Department  of  State  Planning  continue 
to  execute  and  sponsor  the  citizen  participation  program 
during  subsequent  periods  of  plan  implementation  and  re- 
vision . 

The  citizen  participation  program  as  part  of  the  ongoing 
planning  process  should  be  institutionalized  after  December, 
1975  by  an  Executive  Order  of  the  Governor. 

The  Executive  Order  would  appoint  the  citizen  participation 
membership,  drawn  from  organized  interest  associations  and 
groups,  as  an  advisory  body  to  the  Department  of  State 
Planning  on  implementation  of  the  Human  Services  Plan  as 
part  of  the  State  Development  Plan.   Other  component  plans 
may  also  have  advisory  bodies  reporting  upon  progress 
toward  plan  implementation.   The  advisory  body  would  be 
charged  with  the  responsibility  of  undertaking  special  in- 
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vestigations/  as  the  Governor  may  direct,  and  annually  re- 
viewing agency  program  designs  as  justification  for  budget 
requests.   Such  review  would  result  in  a  report  upon  the 
measurable  attainment  of  plan  objectives  or  appropriate 
revisions  and  additions  to  the  plan  document. 

A  more  detailed  discussion  of  the  citizen  participation 
program  is  set  forth  in  Appendix  E  to  this  report  entitled 
"Option  for  Citizen  Participation  in  the  State  of  Maryland 
Human  Services  Planning  Process." 

Participation  in  the  Planning  System  Below  the  State  Level 

The  state  human  services  planning  system  should  provide  a 
framework  for  interaction  of  state  operating  and  planning 
agencies,  regional  planning  and  operating  agencies  and 
local  government  human  services  planning  and  operating 
agencies.   This  interaction  will,  hopefully,  produce  a 
state  human  services  planning  hierarchy  whereby  successive 
higher  levels  of  geographic  coverage  can  incorporate  and 
rationalize  lower  level  human  services   plans.   Such  a 
procedure  will  identify  unique  problems  and  approaches 
toward  problem  solution  while  allowing  for  a  comprehensive 
and  unified  approach  toward  statewide  or  regional  problems. 
Achievement  of  this  objective  requires  close  and  harmonious 
working  relationships  between  state  and  local  officials. 

The  proposed  planning  system  has  been  designed  so  that  it 
may  be  adapted  or  modified  for  use  on  all  planning  levels 
while  maintaining  its  uniform  or  standardized  character. 
During  initial  implementation  of  the  system,  it  is  proposed 
that  the  state  and  selected  demonstration  regional  and 
local  agencies  employ  the  system.   Based  upon  results  of 
initial  application,  the  system  will  then  be  revised  and 
extended  to  include  additional  sub-state  public  and  private 
agencies . 
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CHAPTER  FIVE 


ORGANIZATION  AND  ADMINISTRATION  OF  THE 
HUMAN  SERVICES  PLANNING  SYSTEM 


The  proposed  planning  system  outlined  in  Chapter  Four  will 
be  the  first  comprehensive  attempt  to  examine  all  related 
Maryland  state  programs  and  policies  impacting  upon  the 
development  of  human  services.   Organizing  state  planning 
resources  and  implementing  the  system  can  be  divided  into 
two  separate  stages.   The  first  stage  is  the  initial  imple- 
mentation of  the  planning  system  ending  with  the  first 
State  of  Maryland  Human  Services  Plan  document  in  July,  1975. 
The  second  stage  will  be  a  revision  and  reiteration  of  the 
process  that  will  result  in  plan  document  updates  and  new  or 
revised  state  policies. 

As  the  system  is  tested  and  modified,  the  initial  organiza- 
tion for  administration  and  implementation  will  likely  be 
revised. 

As  was  discussed  in  Chapter  Two  ("State  Activity  in  the  Field 
of  Human  Services")  there  is  now  no  existing  unitary,  inte- 
grated, or  coordinated  human  services  planning  effort  at  the 
state  level  in  Maryland.   There  is,  however,  a  wide  range  of 
functional  planning  activities  at  the  departmental  level  and 
in  selective  program  areas  such  as  health,  education,  and 
criminal  justice.   Agency  interviews  indicated  that  the  func- 
tional planning  activities  are  exceedingly  varied  in  the  level 
of  goal  and  objective  specificity,  data  base,  evaluation 
techniques,  planning  time  cycle  and  relationship  to  the  bud- 
geting process.   Also,  within  Maryland  State  Departments  there 
is  no  uniform  organization  and  assignment  for  functional  or 
program  planning  responsibilities. 

Proposed  Organization  for  Administration  of  the  Human  Services 
Planning  Process 

When  the  human  services  planning  system  is  implemented  there 
should  be  available: 

A  plan  framework; 

Components  for  analysis  and  a  plan  preparation 
methodology; 
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An  awareness  within  the  state  structure  that  the  plan 
is  under  preparation; 

A  program  for  citizen  participation  in  the  planning 
process;  and 

Fundamental  understanding  of  the  existing  state 
planning  system. 


The  initial  operation  and  administration  of  the  planning 
process  should  build  upon  these  work  products  to: 

Prepare  the  Human  Services  Plan  document  containing 
the  goals  and  objectives,  a  summary  of  the  status  of 
human  services,  recommended  state  actions,  and  explan- 
ation of  the  methodology  employed  in  the  planning  pro- 
cess, and  a  description"  of  the  continuing  state  human 
services  planning  system;  and 

Prepare  suggested  legislative  proposals,  executive 
orders  and  agency  procedures  to  implement  the  plan. 


The  structure  proposed  is  based  on  coordination,  rather  than 
centralization.   The  operating  departments  would  continue 
and  expand  their  planning  role.   The  relationship  of  planning 
and  fiscal  control  would  be  a  coordinative  effort  of  the 
Department  of  State  Planning  and  the  Department  of  Budget  and 
Fiscal  Planning. 

This  structure  is  recommended  because  it  most  closely  paral- 
lels the  existing  distribution  of  planning  responsibilities 
in  Maryland  state  government.   Through  this  structure  the 
Department  of  State  Planning  can  meet  the  legislative  mandate 
of  preparation  of  a  comprehensive  State  Development  Plan  and 
provide  a  statewide  policy  perspective  to  the  planning  effort. 
The  operating  departments  can  be  assured  of  the  capability 
and  responsibility  for  discharging  short  and  long  range 
planning  responsibilities  associated  with  the  budgeting  pro- 
cess.  The  Department  of  Budget  and  Fiscal  Planning  would 
continue  and  expand  its  fiscal  planning  role. 

The  model  of  organization  for  administering  the  human  services 
planning  process  should  be  formalized  through  an  executive 
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order  of  the  Governor.   The  formal  creation  of  the  structure 
for  planning  is  important  to  assure  that  duties  and  respon- 
sibilities of  the  major  participants  become  explicit  and 
clearly  sanctioned  by  the  state's  chief  executive  at  the 
outset  of  the  process. 

A  Governor's  executive  order  would  provide  for  the  establish- 
ment of  a  Human  Services  Planning  Policy  Group  composed  of 
the  secretaries  of  those  departments  having  direct  or  second- 
ary responsibilities  for  state  human  services  policies. 
Direct  staff  services  would  be  provided  to  the  Planning  Policy 
Group  by  the  Department  of  State  Planning  through  the  Division 
of  Comprehensive  State  Planning  and  in  fiscal  and  resource 
matters  through  the  Department  of  Budget  and  Fiscal  Planning. 

The  responsibility  of  the  proposed  Planning  Policy  Group 
should  be  established  in  the  Executive  Order  as  supervising 
the  preparation  of  the  State  of  Maryland  Human  Services  Plan 
and  recommendations  and  coordinating  the  planning  operations 
of  each  of  the  individual  line  departments  contributing  to 
the  plan  preparation  effort. 

The  proposed  planning  system  has  been  designed  with  the  ex- 
pressed purpose  of  minimizing  system  modifications  in  order 
to  adopt  the  system  on  a  sub-state,  regional  and/or  local 
government  basis.   The  initial  planning  work  program  makes 
allowance  for  state  assistance  to  sub-state  agencies  and 
local  governmental  agencies  to  test  operation  of  the  proposed 
system  in  a  sub-state  setting.   Adoption  of  the  planning  pro- 
cess and  methodology  to  a  sub-state  or  local  planning  environ- 
ment can  be  aided  by  the  appointment  to  the  proposed  Planning 
Policy  Group  representatives  of  local  and  regional  planning 
agencies . 

Under  the  proposed  planning  system  organizational  structure 
it  is  envisioned  that  the: 

Department  of  Budget  and  Fiscal  Planning  would  take 
lead  responsibility  for  budget  forecasting,  determina- 
tion of  budget  impacts  by  plan  proposals,  and  develop- 
ment of  measures  of  human  resources  program  effective- 
ness and  efficiency; 
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-  Department  of  State  Planning,  Office  of  Planning  Re- 
search, would  be  responsible   for  continued  develop- 
ment of  the  social  indicators  and  the  initial  prepar- 
ation of  conditions  and  trends  reports  based  on  the 
social  indicator  data  in  association  with  the  data 
managers  of  state  line  departments; 

-  Department  of  State  Planning,  Comprehensive  State 
Planning  Division,  would  be  responsible  for  adminis- 
tration of  the  citizen  participation  program,  the  goal 
and  objective  formulation  process,  maintenance  of  the 
program  and  planning  survey,  investigations  related  to 
structuring  a  continuing  human  services   planning  pro- 
cess, coordination  of  the  execution  of  the  planning 
work  program,  synthesis  of  planning  analyses  through 
target  populations  and  activity  sectors,  preparation 

of  selected  conditions  and  trends  reports,  coordination 
of  the  plan  document  and  staff  services  to  the  Planning 
Policy  Group. 

Operating  departments  that  deliver  human  services 
would  be  responsible  for  evaluation  of  program  pack- 
ages, design  of  alternative  program  packages  within 
the  context  of  the  human  services  planning  process, 
and  undertaking  planning  analyses  related  to  responsi- 
bilities under  each  activity  sector. 

The  proposed  structure  is  a  formulization  of  the  existing 
arrangement  but  not  yet  fully  operational  planning  function 
in  Maryland  State  government.   The  structure  allows  for  a 
free  flow  of  decision-making  information  between  affected 
departments  and  sub-state  public  agencies.   In  some  instan- 
ces, the  proposed  Planning  Policy  Group  may  find  it  advanta- 
geous to  create  and  appoint  special  committees  aligned  along 
the  activity  sector/target  population  plan  framework.   Such 
committees  should  be  drawn  from  state  departmental  staffs  as 
deemed  appropriate. 

The  creation  of  a  Planning  Policy  Group  will  provide  clear 
executive  sanction  for  guiding  the  planning  process.   Many 
of  the  departments  which  should  participate  in  the  Planning 
Policy  Group  are  presently  represented  in  the  State  Human 
Services   Task  Force  and  should  undertake  staff  work  to 
prepare  staff  papers  for  consideration  of  Planning  Policy 
Group  members  upon  institution  of  the  planning  organization 


through  executive  order  of  the  Governor.   Thus,  until  such 
time  as  the  Planning  Policy  Group  is  instituted,  the  exist- 
ing Task  Force  should  act  as  the  interim  mechanism  for  dis- 
cussing major  policy  questions,  emphasizing  issues  of  data 
selection  and  clarification  and  the  identification  of  impli- 
cit human  services  goals  and  objectives.   During  this  interim 
period,  the  existing  Task  Force  should  elicit  the  cooperation 
of  participating  departments  in  anticipation  of  the  creation 
of  the  Planning  Policy  Group. 

Generalized  Work  Program  for  the  Planning  Process 

For  each  of  the  four  Planning  Activities,  specific  Work 
Tasks  will  be  undertaken  within  each  of  the  four  Planning 
Work  Elements.   These  tasks  are  outlined  below  by  Planning 
Activity  and  Element  to  illustrate  the  relationship  between 
steps  in  the  planning  process ." 


Activity  I;   Inventory  and  Classification 

Purpose:   To  inventory  and  review  available  human  resources 
data  and  to  classify  data  according  to  the  standardized 
planning  framework. 

Human  Services  Requirements:   Existing  data  on  human 
services  conditions  and  requirements  will  be  collected 
and  reviev/ed.   From  these  data,  social  indicators  will 
be  selected  and  classified  according  to  the  activity 
sector/target  population  framework. 

Human  Services  Programs:   An  inventory  of  state  human 
services  programs  will  be  prepared.   These  programs 
will  then  be  classified  according  to  the  activity 
sector/target  population  framework. 

Human  Services  Goals  and  Objectives:   Human  services 
legislation  and  program  administrative  guidelines  will 
be  inventoried  to  identify  implicit  and  explicit  goals 
and  objectives.   These  goals  and  objectives  will  then 
be  classified  according  to  activity  sector/target 
population  framework. 
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Resource  Allocation:   State  expenditures  for  human 
services  programs  will  be  identified  through  budget 
analysis.   These  expenditures  will  be  allocated  to 
each  category  in  the  activity  framework. 


Participants  and  Work  Assignments: 

Governor  and  Legislature  should  receive  a  full  and 
detailed  report  on  the  results  of  this  activity. 

Citizen  Participation  Program,  should  provide  informa- 
tion from  its  sources  for  the  inventories  and  will 
review  and  comment  upon  this  activity's  draft  reports 
for  purposes  of  circulation  among  private  and  organized 
associations  and  interest  groups  prior  to  forwarding  to 
the  Governor  and  Legislature. 

Human  Services  Planning  Policy  Group  should  be  respon- 
sible for  completing  and  approving  the  final  draft  of 
reports  of  this  activity  and  forwarding  the  report  in 
its  name  to  the  Governor  and  Legislature. 

Department  of  Budget  and  Fiscal  Planning  should  draw 
upon  existing  budget  documents  and  forecasts  for  pur- 
poses of  preparing  an  inventory  of  fiscal  resources 
available . 

Department  of  State  Planning  should  be  responsible 
for  the  analysis  of  human  services  conditions  and  re- 
quirements and  the  preparation  and  selection  of  social 
indicators  with  the  assistance  of  other  agency  staff 
members.   The  compilation  and  classification  of  pro- 
gram and  goal  and  objective  inventories  will  be  under- 
taken by  the  Department  of  State  Planning.   It  would 
prepare  the  draft  final  report  for  the  Planning  Policy 
Group. 

State  Operating  Departments  should  review  and  edit 
draft  reports  in  the  analysis  of  human  services  condi- 
tions and  requirements  and  selection  of  social  indica- 
tors.  Each  department  would  prepare  the  initial  pro- 
gram and  goal  and  objective  inventories  for  the  pro- 
grams it  operates. 
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Activity  II;   Analysis 

Purpose:   To  review  human  services  program  performance  against 
measures  of  human  services  needs,  goals  and  objectives,  and 
program  costs. 

Human  Services  Requirements:   Using  social  indicator 
data  and  the  "best  thinking"  of  program  managers  and 
the  citizen  participation  program,  conditions  and 
trends  will  be  identified  for  the  state  and  for  speci- 
fic client  constituencies.   From  these  data,  problems 
will  be  isolated  and  identified  on  two  levels  -- 
statewide  and  program  specific.   These  problems  will 
then  be  measured  against  performance  standards 
(national  averages)  to  determine  the  relative  signif- 
icance of  human  resources  requirements,  and  to  ident- 
ify problems  which  are  now  significant  and  are  pro- 
jected to  grow  more  significant  in  the  future. 

Human  Services  Programs:   During  the  analysis  stage, 
program  performance  will  be  analyzed  according  to 
qualitative  and  quantitative  output.   Gaps,  linkages, 
and  duplications  in  program  coverage  and  services 
delivered  will  be  analyzed,  and  problems  will  be 
identified.   Programs  within  like  categories  will  be 
considered  from  the  point  of  view  of  project  effect- 
iveness and  of  meeting  stated  objectives.   Programs 
will  be  compared  against  need,  goals   and  objectives, 
and  available  resources. 

-   Human  Services  Goals  and  Objectives:   Human  services 
goals  and  objectives  contained  in  legislation  and 
administrative  guidelines  will  be  quantified.   In 
addition,  they  will  be  reviewed  in  light  of  human 
services  conditions  and  trends  and  program  performance, 
and  restated  to  reflect  the  results  of  this  analysis. 

Resource  Allocation:   Human  services  program  costs 
will  be  identified  by  level  of  cost  and  source  of 
funds.   The  analysis  will  consider  unit  costs  and 
program  costs,  and  will  identify  cost  trends. 
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Participants  and  Work  Assignments: 

Governor  and  Legislature  should  receive  a  final  report 
on  the  results  of  this  activity's  work  effort. 

Citizen  Participation  Program  should  review  and  comment 
upon  this  activity's  draft  report  for  purposes  of  cir- 
culation among  private  and  organized  associations  and 
interest  groups  prior  to  forwarding  to  the  Governor  and 
legislature.   During  execution  of  the  activity's  Work 
Tasks  the  citizen  participation  program  should  be 
utilized  for  purposes  of  preliminary  problem  identifi- 
cation, and  program  analysis. 

Human  Services  Planning  Policy  Group  should  be  respon- 
sible for  completing  and  approving  the  final  draft  of 
this  activity's  report  and  forwarding  the  report  in 
its  name  to  the  Governor"  and  Legislature.   In  addition, 
the  Policy  Group  will  be  responsible  for  approving 
performance  standards  and  effectiveness  measures. 

Department  of  Budget  and  Fiscal  Planning  should  be 
assigned  responsibility  for  assisting  departments  in 
the  analysis  of  proposed  costs,  determination  of  unit 
costs,  forecasting  of  cost  trends,  and  estimating  fu- 
ture financial  resource  availability. 

Department  of  State  Planning  should  be  responsible  for 
standardization  of  the  work  effort  and  analyses  to  be 
undertaken  in  this  activity.   Final  report  drafting 
and  providing  staff  services  to  the  Policy  Group  will 
also  be  this  department's  responsibility.   Various 
"Conditions  and  Trends  Reports"  by  activity  sector  and 
target  population  group  will  be  prepared  by  the  Depart- 
ment of  State  Planning. 

State  Operating  Departments  would  apply  the  standard- 
ized analysis  framework  and  standards  and  effective 
measures  established  by  the  Policy  Group  to  analyze 
individual  program  performance,  quantify  goals  and 
objectives,  and  determine  effectiveness. 
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Activity  III:   Assessment  of  Alternatives 

Purpose:   To  identify  and  assess  program  alternatives  and 
alternate  approaches . 

Human  Services  Requirements:  Human  resources  condi- 
tions and  trends  will  be  forecast  to  provide  a  basis 
for  comparative  program  analysis. 

Human  Services  Programs:   Program  alternatives  will 
be  compared  and  measured  against  existing  human  ser- 
vices programs .   Key  variables  will  be  isolated  as 
part  of  this  analysis  to  form  the  basis  for  developing 
alternative  program  approaches. 

Human  Services  Goals  and  Objectives:   The  assessment 
of  program  alternatives  will  generate  new  goals  and 
objectives  for  program  performance.   These,  in  turn, 
will  be  restated  and  quantified. 

Resource  Allocation:   The  assessment  of  program  alter- 
natives will  involve  a  detailed  analysis  of  costs, 
both  on  a  unit  and  total  program  basis.   The  costs  of 
alternative  programs  will  be  developed  in  detail. 


Participants  and  Work  Assignments: 

Governor  and  Legislature  would  at  this  point  be  commu- 
nicating some  thoughts  and  positions  on  alternatives 
to  existing  state  approaches.   These  positions  should 
be  solicited  and  entered  into  analysis  by  the  planning 
organization.   A  final  report  on  the  alternatives  con- 
sidered and  results  should  be  forwarded  to  the  Governor 
and  Legislature. 

Citizen  Participation  Program  should  be  making  known 
to  the  planning  organization  alternatives  to  existing 
state  approaches  based  upon  the  knowledge  gained  in 
earlier  work.   Assessment  standards  or  criteria  for 
development  of  alternatives  should  be  proposed. 

Human  Services  Planning  Policy  Group  would  direct  all 
work  performance  and  determination  of  possible  alter- 
natives for  analysis.   Final  component  report  drafting 
and  editing  shall  be  the  Policy  Group's  responsibility. 
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Department  of  Budget  and  Fiscal  Planning  should  under- 
take a  budgetary  analysis  of  each  of  the  proposed 
alternatives  and  measure  alternatives  against  existing 
budgetary  constraints  in  the  determination  of  budget- 
ary feasibility  or  ability  to  implement  the  alternative 
overtime . 

Department  of  State  Planning  should  describe  and  fore- 
cast the  conditions  and  trends  of  human  resources  for 
purposes  of  determination  of  the  expected  magnitude  of 
problems  over  time.   Standardization  of  operating 
department  analyses  and  initial  report  drafting  shall 
be  this  department's  responsibility.   Staff  services 
to  the  Policy  Group  is  a  responsibility  of  this  depart- 
ment. 

State  Operating  Departments  would  undertake  alternative 
program  and  management  needs  analyses  for  cross-compar- 
ison of  alternatives  and  existing  programs.   For  each 
alternative,  their  goals  and  objectives  shall  be 
quantified  so  that  cross-comparisons  of  efficiency  and 
effectiveness  can  be  made. 


Activity  IV:   Recommendations  --  Policy  and  Program 
Development 

Purpose:   To  develop  program  and  policy  recommendations  on 
programs  and  resource  allocation. 

Human  Services  Requirements:   There  are  no  Work  Tasks 
under  this  planning  element  during  the  Program  and 
Policy  Development  activity. 

Human  Services  Programs:   Short  and  long  range  plans 
for  state  and  sub-state  providers  will  be  recommended. 
In  addition,  linkages  between  human  services  plans 
and  programs  and  the  physical  and  economic  plans  will 
be  recommended. 

Human  Services  Goals  and  Objectives:   On  the  basis  of 
program  and  policy  recommendations,  required  changes 
in  legislation,  program  administration,  and  institu- 
tional arrangement  will  be  developed  and  proposed. 
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Resource  Allocation:   The  revenue  of  the  state  will  be 
analyzed  to  identify  the  level  of  expenditure  which 
can  be  reasonably  incurred.   From  this  analysis,  re- 
commendations on  resource  allocation  will  be  developed. 


Participants  and  Work  Assignments: 

Governor  will  make  final  decisions  of  recommendations 
for  program  and  policy  development  and  shall  retain 
responsibility  for  seeking  legislation  and  approval 
where  appropriate. 

Legislature  is  responsible  for  plan  document  review, 
as  provided  for  in  state  lav/,  and  enacting  necessary 
enabling  legislation  and  appropriations  for  plan 
implementation . 

Citizen  Participation  Program  should  have  solicited 
the  views  of  the  organized  interest  associations  and 
groups  and  the  citizenry  at  large  as  an  information 
resource  for  consideration  by  the  Planning  Policy 
Group,  the  Governor,  and  Legislature. 

Human  Services  Planning  Policy  Group  would  supervise 
the  preparation  of  required  changes  in  suggested  leg- 
islation, program  administration,  and  institutional 
arrangements  to  implement  the  recommended  alternatives 
Forwarding  of  short  and  long  range  plans,  and  implemen- 
tation measures  shall  be  to  the  Governor  in  the  name 
of  the  Policy  Group. 

Department  of  Budget  and  Fiscal  Planning  would  prepare 
recommendations  on  resource  allocations  to  implement 
plan  proposals  and  analyze  impacts  upon  the  state  bud- 
get and  budget  preparation  process . 

Department  of  State  Planning  would  be  responsible  for 
initial  plan  document  drafting  and  the  compilation  of 
planning  process  recommendations.   Pursuant  to  the 
state  planning  law,  the  Human  Services  Plan  shall  be 
forwarded  to  the  Governor's  office  as  a  component  of 
the  Comprehensive  State  Development  Plan.   Inclusion 
of  sub-state  human  resources  planning  recommendations 
into  the  state  plan  shall  be  accomplished  by  Depart- 
ment of  State  Planning. 
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State  Operating  Departments  would  prepare  recommenda- 
tions for  program  and  policy  developments,  as  affects 
that  agency  for  review  by  the  Policy  Group.   Based 
upon  Policy  Group  review  and  findings,  initial  draft 
implementation  measures  shall  be  undertaken. 

The  proposed  human  services  planning  process  provides  a 
framework  for  systematically  addressing  the  vast  array  of 
programs  and  services  now  being  provided  by  the  State  of 
Maryland.   It  provides  a  means  of  identifying  problems, 
developing  cost  effective  program  solutions,  and  providing 
fcr  future  human  services  needs  and  requirements .   It  also 
provides  a  framework  by  which  sub-state  providers  and  ser- 
vices can  be  organized,  and  linkages  can  be  developed  to 
relate  the  state  economic  and  physical  development  plans  to 
the  Human  Services  Plan. 


Institutionalization  of  the  Planning  Process 

After  the  completion  of  the  first  annual  cycle  of  the  human 
services   planning  process,  an  evaluation  of  the  system  and 
the  means  for  organizing  the  planning  function  should  be  re- 
viewed by  the  Policy  Group.   Such  an  evaluation  should 
address: 

The  linkage  through  the  planning  process  of  sub-state 
and  local  human  services  agencies; 

The  linkage  through  the  planning  process  of  state 
level  human  services  agencies; 

The  adequacy  of  the  organization  of  the  planning 
process ; 

Extension  of  a  revised  or  modified  human  services 
planning  process  to  additional  sub-state  and  local 
planning  agencies; 

Involvement  of  non-public  human  services  planning 
agencies  through  the  state  sponsored  planning  system. 
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It  should  be  expected  that  the  Human  Services  Planning  Policy 
Group  might  undergo  a  reorganization  of  legal  status,  func- 
tion, or  structure  as  a  result  of  these  evaluations.   In  such 
an  event,  the  Policy  Group  should  direct  preparation  of  sug- 
gested enabling  legislation.   The  initial  implementation  of 
the  planning  process  must  strive  for  change  in  agency  opera- 
ting procedures  and  reporting  systems  if  the  process  is  to 
continue.   Questions  of  continued  financial  and  policy  sup- 
port must  be  addressed.   A  portion  of  the  recommendations 
resulting  in  the  first  Maryland  Human  Services  Plan  must 
address  the  continuing  organization,  financial  and  policy 
support  of  the  planning  process. 
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